There is a widespread recognition of the fact that organizations need to continuously enhance their capabilities to be able to retain a competitive edge in a highly complex business environment. One of the mechanisms available to them is an intercorporate learning network. This paper reports on the way a learning networkNational Petroleum Management Programme (NPMP)-was set up and institutionalized to address the strategic needs of the petroleum industry in India. It focuses on the external and internal drivers for change and describes the key challenges encountered in translating change. It also demonstrates the advantage of collaboration between oil and gas companies as a strategy to deal with competitive times.
I N T E R F A C E S
There is a widespread recognition of the fact that organizations need to continuously enhance their capabilities to be able to retain a competitive edge in a highly complex business environment. One of the mechanisms available to them is an intercorporate learning network. This paper reports on the way a learning networkNational Petroleum Management Programme (NPMP)-was set up and institutionalized to address the strategic needs of the petroleum industry in India. It focuses on the external and internal drivers for change and describes the key challenges encountered in translating change. It also demonstrates the advantage of collaboration between oil and gas companies as a strategy to deal with competitive times.
The objectives of setting up NPMP was to:
• develop among the enterprises a shared understanding on the strategic advantage of collaboration in the competitive environment to help the industry in meeting its objectives of growth and vitality
• act as a catalytic agent for initiating macro level changes in the policies and practices in petroleum enterprises
• provide a range of learning opportunities and services.
The dynamics of the Network provide a critical lens for analysing how change is impacted and dealt with in the petroleum industry in India. The author addresses some of the management issues involved in the process. The challenges include:
• motivating members to participate on a joint cost-sharing basis
• building upon and dissemination of new knowledge
• translating change through the Learning Network.
Finally, the author points out the implications for HR professionals and suggests what new skills and competencies they need to develop for managing change.
Executive Summary
presents articles focusing on managerial applications of management practices, theories, and concepts
"It is not the strongest of the species that survives, nor the most intelligent, it is the one that is most adaptable to change."
Charles Darwin N ever was this statement of Darwin truer than in the present times. It is not made with business specifically in mind, yet it gets to the very essence of what it means to operate in the current business environment. It is applicable not only to the survival of the species, but also to the survival of corporations across the world, if corporations are seen as living organisms -change and adaptation being universal constants. According to Darwin, the precursor to any adaptation is a change or some sort of discontinuity in the environment and the adapted process is an attempt to secure an advantage. To be successful in the blackand-white Darwinian world, one either adapts and survives or dies. Of course, national oil companies or hydrocarbon industry would never really die. They may change their identity or the form a bit.
Take, for instance, the case of petroleum industry, posteconomic reforms. The Government of India initiated economic reforms in 1991 to ensure accelerated growth aimed at improving the standards of people. This called for adjustment by domestic industry to the increasingly complex and competitive business environment. It was clear that the range and content of reforms would be different from the direction in which it operated for four decades. To that end, significant systemic changes were required at the government level, industry level, and at the enterprise level ensuring active interface among all these levels. Clearly, the ship not only needed to change its course but also had to be completely rebuilt in the process. At that time, the petroleum industry was only at the threshold of integrating itself with the highly competitive global market in response to the economic reforms. With liberalization of fiscal measures and major policy changes resulting in phased removal of the price and distribution control and softening of contractual terms, Indian petroleum industry was poised for unprecedented change as well as phenomenal growth. In that context, developing a long-term strategic perspective in managing change at the industry level with sustained focus on achieving transformation at the enterprise level was a critical objective. Clearly, a platform was needed in the petroleum industry in India to deal with the challenges emerging out of the process of liberalization and globalization.
DRIVERS OF CHANGE
There were several drivers of change. No analysis of petroleum industry at any time would be complete without understanding the international scenario at that point from which insights can be drawn about emerging trends shaping the global oil and gas scenario. Around the world, opportunities and challenges compelled oil and gas companies to change as markets began to deregulate. The restructuring and change brought about by global competition resulted from a gamut of driving forces as can be seen from Figure 1 .
Two of the most fundamental changes that were shaping up the international oil and gas industry were competition and consumer orientation. The energy industry had become much more competitive due to privatization of state oil companies, deregulation of markets that were previously tightly controlled, variety of market forces including globalization of the industry, competition among fuels, and increasing transparency in market pricing. The energy industry was also becoming more consumer-oriented with explosion of information technology which could provide customers with a range of choices in fuel supply. Environmental pressures and better product quality began to set new standards for increased efficiency.
Reforms in Petroleum Industry in India
In response to the external drivers, Secretary, MPO&NG, set up an industry group of young professionals to prepare a roadmap for reforms in the petroleum industry. Their report formed the basis for setting up of the RGroup (Restructuring Group) whose members were private as well as public sector chief executives to formulate the proposed plan of deregulation of the petroleum industry. Their recommendations were adopted by the government. That then proved to be the internal driver for the petroleum industry. One of the characteristics of reforms thus was that they were "consensus-driven" and not "crisis-driven."
In an attempt to move towards market economy, the Government of India introduced many policy changes. The Ministry of Petroleum and Natural Gas launched accelerated programmes of exploration. A number of steps were taken to invite foreign capital by offering exploration blocks for bidding under New Exploration Licensing Programme. At the same time, a number of private players were invited in the refining sector. The lubricants market was opened up. All in all, this resulted in a paradigm shift from administered pricing mechanism to market-driven pricing mechanism.
The sweeping change threw up many challenges for the entire petroleum industry that was regulated for a significant period of time. A need was felt to co-create a shared vision for the industry to be globally competitive, in order to:
• develop enterprises that are constantly in a learning mode • design an organizational structure that executes business strategy and empowers teams and individuals • identify areas of competence and expand those through strategic alliances or partnerships • overhaul systems for developing technological and innovative capabilities and competitive mindset • maximize performance and cost structure • redefine product differentiation, branding, and customer orientation.
It was around that time that a proposal for setting up a National Petroleum Academy (NPA) was mooted by Oil India Limited in the Personnel Chiefs' Meet of the oil sector public enterprises in 1991. This proposal was later forwarded to the Ministry of Petroleum & Natural Gas (MOP&NG). In pursuance of the above, MOP&NG set up an industry group of Directors (Personnel) with Director (Personnel), IOC, as the Convener to deliberate on the proposal.
After examining the feasibility of the proposal, the Industry Group of Directors (Personnel) recommended the creation of a common forum to organize joint training interventions to address commonly perceived needs of the member companies. Subsequently, at the Annual Personnel Chiefs' Meeting in 1993, a Steering Committee consisting of Heads of HRD and Training from oil public enterprises was constituted to initiate further action in the matter.
Inter-Corporate Foundation Workshop (October 1993)
To facilitate the process of identification of the commonly perceived needs of the industry, an inter-corporate workshop was organized in October 1993 on behalf of the Steering Committee by the Administraitve Staff College of India (ASCI), Hyderabad.
Based on the ASCI Report and deliberations by the Steering Committee, it was decided to create a network for undertaking joint programmes around the strategic needs of the petroleum industry in collaboration with national and international agencies. 
CREATION OF A LEARNING NETWORK: NATIONAL PETROLEUM MANAGEMENT PROGRAMME
Thus the National Petroleum Management Programme (NPMP) was created and institutionalized as the learning network for addressing the strategic needs of the petroleum industry. It was decided to offer three to four programmes under the auspices of NPMP for the year 1995-96.
As can be seen, collaboration among oil and gas companies was worked out as a low-cost strategy to deal with the competitive times. To make the programmes effective and need-based, the Steering Committee recommended a standard procedure to be followed for finalizing the programmes to be offered under the auspices of NPMP. It was agreed that any one enterprise would take full responsibility for organizing the programme but would seek collaboration with any other member organization if necessary. From the year 1995-1997, 14 such programmes were conducted by NPMP at the industry level.
In view of the overwhelming response received from the industry and considering the value proposition of such a body, a Committee for institutionalization of NPMP was set up at the meeting of the Oil Coordination Committee, Apex Body in January, 1997. The Committee discussed and studied various features of the newly proposed body including objectives, role and relationship, legal status, organizational structure and manpower, source of expertise, and funding pattern and submitted its report in June 1997 to the then Secretary, Ministry of Petroleum & Natural Gas.
The mission of NPMP, as was defined then, was to become a model learning network to achieve excellence in the management of petroleum enterprises in India for sustained competitive global advantage. The objectives were to:
• develop among the enterprises a shared understanding on the strategic advantage of collaboration in the competitive environment to help the industry in meeting its objectives of growth and vitality • act as catalytic agent for initiating macro level changes in the policies and practices in petroleum enterprises • provide a range of learning opportunities and services, such as training programmes, conferences, seminars, study tours, research studies, publications, etc.
Registered as "Not-for-Profit Society"
NPMP was registered as a "Not-for-Profit Society" in 1997. In order to make NPMP self-sustaining in the long run, a corpus of Rs. 5 crore was created by the 13 state oil companies as its founding members. The contribution by each oil and gas enterprise was in line with the formula evolved for joint projects in oil industry:
(50% based on manpower strength + 25% based on profit-after-tax + 25% in the ratio of turnover of the previous years, i.e. , 1995-96 and 1996-97) .
The Committee recommended that the interest income from the corpus be utilized for capital expenditure, fixed overheads, and expenses of major conferences, research projects, publications, etc. The expenditure on implementing a specific programme or project was to be fully recovered from the participating companies on an agreed joint cost sharing basis. The member organizations were ONGC, OIL, GAIL, IOC, HPCL, BPCL, IBP, CPCL, KRL, BRPL, NRL, and EIL.
The Secretary, Ministry of Petroleum & Natural Gas, was the Ex-officio Chairman of the General Council whose members were Chief Executives of the state oil companies. The Chairman, Indian Oil, was the President of the NPMP Executive Council for the first five years, followed by CMD, ONGC for the next four years. The author was the full-time Director throughout this period, responsible for the start-up in the initial phase before three officers joined the Network after several months on deputation from the member companies. During that time, the challenge was to achieve much more than what the resources permitted. The members of the Executive Council were the Board-level executives from each of the member companies; Joint Secretary and Financial Adviser were the nominees of the Ministry of Petroleum & Natural Gas. This network was memberdirected, industry-driven, and participative in nature. The unique feature of NPMP was that various stakeholders of the petroleum industry from policymakers and Apex-level key officials, from Ministry of Petroleum & Natural Gas, Senior Executives of member companies to national level leaders of the collectives, associated with petroleum industry actively participated in the various programmes of NPMP. The membership was made available to joint-venture partners of state oil companies in 2001 and private sector companies from 2002. Three companies became the members of NPMP during that period -Reliance Industries Ltd., Cairn Energy Ltd., and Indian Oil Tanking Ltd.
Income Tax Exemption
In view of its developmental programmes and activities, NPMP received an Income Tax exemption with effect from 1997.
Industry-Driven Agenda
The action agenda of NPMP was derived through an industry-wide dialogue or Workshops conducted to:
• explore and reflect on the commonly perceived critical issues pertaining to the oil industry in the context of changing business environment • list out these emerging issues with maximum impact and concern to be later developed into collaborative, industry-wide programmes.
These objectives reflected NPMP's beliefs that competitive capability of enterprises can be greatly enhanced though inter-corporate collaboration. A range of learning opportunities and services provided by NPMP can be broadly categorized in five distinct areas:
Annual International Seminars
Right from its inception, even before it was registered as a Society, NPMP was providing an on-going platform for discussion, dialogue, constructive debate, and creative thinking on contemporary strategic issues in the Hydrocarbon Sector through its international seminars. In these seminars, inputs by the invited corporate representatives of international oil and gas companies and leading consulting firms provided an excellent opportunity to learn from the international experience and best practices.
The case in point is the first international seminar on the critical theme of 'Petroleum Industry Restructuring: Sharing Global Experience,' organized in 1995. The objective of organizing this seminar was basically to put to rest all doubts, all apprehensions about the inevitability of industry restructuring by showcasing international experience. The seminar was addressed by the representatives of Shell, British Gas, Amoco, Unocal, and Arco companies and the best consulting firms, namely, Arthur D' Little, Arthur Anderson, Boston Con- Considering that this seminar was only meant for Boardlevel executives of the oil and gas companies and the policy makers from the Ministry, a need was felt to spread the message of restructuring and change through three more seminars conducted within the first three months of the international seminar -two were meant for the senior executives of the oil and gas companies at the level of Executive Directors and General Managers and one was delivered specially for the leaders of the collectives as well as the Officers' Associations of all the companies. The series was called "Managing Change."
In all, 912 delegates attended a total of eight NPMP seminars which includes 609 Board-level executives and CEOs of the oil and gas enterprises, 83 from MOP&NG, and 120 from Officers' Associations.
Publications
The excellent presentations made during the eight Annual International Seminars were published in the form of Monographs for wider dissemination within the industry (Box 1). 
NPMP Programmes
NPMP began developing programmes around the strategic needs of the industry in collaboration with national and international agencies in the oil and gas sector.
To that end, NPMP had signed an MOU with the Canadian Institute of Petroleum Industry Development (CIPID) in 1996 and with the Petroleum Education Training Alliance (PETA) of the U K in 1997 for a period of two years.
The action agenda of NPMP reflected its belief that competitive capability of enterprises can be greatly enhanced through inter-corporate cooperation and collaboration. The themes of the NPMP programmes were as wideranging as its impact on the industry as it can be seen from the select list of programmes in Appendix 1. In all, 2,065 senior level executives of oil industry have gone through the portals of NPMP programmes.
Recommendations from NPMP Programme as an Input for Policy Formulation: An effort was made to see that these programmes were not organized in isolation and did not end up in cold storage. Recommendations emerging from these programmes were used as an input for policy formulation. For instance:
• As a follow-up to the International Seminar on "Corporate Governance: Balancing Value Creation and Obligation," an Apex Level Task Force was set up under the Chairmanship of Additional Secretary, MOP&NG (February 25, 1999) to initiate action on the many points raised by the Seminar.
• As a result of the International Seminar on "Changing Role of Audit Function" a circular was sent in May 1997 from the Joint Secretary and Financial Advisor of MOP&NG to the industry to review and restructure the Internal Audit Functions with suggested guidelines.
• Consequent to the Roundtable on "Women in Petroleum Sector: Emerging Issues" an Inter-corporate Committee was setup within the industry to evolve concrete recommendations. In April 1997, the Secretary, MOP& NG, forwarded the recommendations to the CEOs of oil companies for action by the respective enterprises.
• As a follow-up to the Multistakeholder Roundtable on "Deregulation: Roadmap to Action," three Task Force were set up in 2000 to address the unresolved issues before complete deregulation. The recommendations emerging from the meetings of the Task Force were submitted to MOP&NG for onward dispatch to the Ministry of Finance.
• Performance-based rewards in Oil & Gas Public 
NPMP Awards for Excellence
In an effort to recognize and promote excellence in individuals, teams, and enterprises, NPMP simultaneously instituted Awards for Excellence covering various facets of management as given below:
• Committee. The evaluation of these awards was done by the experts drawn from the pool of industry professionals, academicians, management consultants, and social reformers. The unique feature of this award scheme was that the criteria for these awards were developed by inter-corporate team of cross-functional executives from the industry in collaboration with leading management consulting firms as knowledge partners. The Award scheme was treated by the industry as an instrument for turning around corporate performance.
Redefinition of the Award Criteria
The criteria for these Awards were dynamic and were redefined by the Intercorporate Committees set up for this purpose drawing from the inputs of the Expert Committees (Appendix 2). Since the institution of these Awards, the criteria for Finance Management, Project Management, Women's Development, and Internal Communication were redefined to reflect the best practices and to suit the changing business needs. The Award scheme was in operation for seven years. Due to the substantial cash component, the number of entries that were received under those categories were maximum as can be seen from Table 1 .
Here a word about the Presentation Ceremony of the NPMP Awards for Excellence is in order. The Presentation Ceremony was positioned as an occasion to celebrate excellence in individual teams and enterprises of the petroleum industry. It also focused a spotlight on the "best practices" across the industry. Every year the Awards were presented by the Cabinet Minister for Petroleum and Natural Gas in the presence of Secretary, Additional Secretary, and other officials of the MOP&G and Chief Executives of the oil and gas companies, Heads of the oil industry organizations, members of the Expert Committee and other invitees. Being recognized in front of the seniors and peers from the industry gave a tremendous fillip to the Award recipients. The Award on Creativity and Innovation literally started a movement within the industry. The scheme of Awards for Excellence demonstrated that best solutions can come from anywhere irrespective of rank, function or seniority. For instance, the award-winning entries came as much from the Grade IV Technician of Barauni Refinery of Indian Oil, who took the initiative in "rectifying online cooling water header leak, to a young engineer from BPCL finding out innovative methods in propogating LPG Safety in Kerala as they came from the R&D Department of ONGC for developing a novel microbial enhanced oil recovery technique for high temperature reservoirs and from EIL for developing a pilot burner ignitor.
Further, to keep this movement alive, two immensely popular workshops on "Sharing Best Practices on Inno- 
CHANGE THROUGH THE LENS OF THE LEARNING NETWORK
This section addresses some of the management challenges involved in setting up and nurturing of the learning network.
Evidence suggests that learning network plays a critical role in generating, renewing, and disseminating knowledge. However, this network has done that and even more. It succeeded in facilitating industry change in an increasingly competitive business environment.
First, it recognized that sustainable industry change would only happen by embracing the change and planning its implementation. During 1994-1995, the domestic industry was just about learning to make adjustments to the structural reforms introduced in 1991. The process of integration with the world markets, in right earnest, had not yet begun. Where was then the urgency for change? The oil and gas enterprises were operating under administered pricing regime that guaranteed profits. The stimulus for change was weak. The need for restructuring of the industry was not even felt and the notion of deregulation of oil and gas markets even as a concept was light years away. The threat of international competition was a distant one.
That needed a vision-driven change. The vision was to make hydrocarbon industry globally competitive. An industry platform was needed to communicate and share that vision and to create programmes that would develop capabilities to make that vision a reality. This prompted creation of learning and knowledge creating network that would enable achieving excellence in management of petroleum enterprises in India for sustained competitive advantage.
Communicating the change widely and constantly to the movers and shakers of the industry was an imperative. It was in this context that an International Seminar on "Petroleum Industry Restructuring: Sharing Global
Experience" was organized under the auspices of a newly formed learning network. The objective was to enhance the understanding of similar processes of change elsewhere in the world through comparable experiences in restructuring of the enterprises in the oil and gas sector from the developed and developing countries. The seminar was addressed by those corporate representatives who had already initiated planned restructuring programme within their enterprises. For the first time in the history of petroleum industry, it brought together policy makers and apex level key officials from the Ministry of Petroleum & Natural Gas, Chief Executives, and their board-level colleagues from 13 state oil and gas companies, and national-level trade union leaders involved with the petroleum industry. All the stakeholders were invited for a dialogue and constructive debate on the theme of restructuring as they were expected to play a critical role in initiating and sustaining the process of enterprise restructuring and transformation. It became clear that restructuring was not a one-time intervention but a continuous process and not an end but a means for enterprise transformation.
Considering that harnessing competitive capability was a collective need for all the 13 enterprises in the petroleum industry, it was believed that it would be greatly enhanced through an intercorporate collaboration. It was believed that collaboration across the industry would facilitate leveraging knowledge, foster connectivity, remove barriers, attract best talent and experience from anywhere in the world, develop competency building best practices and result in cost-sharing and industry bonding. The NPMP provided the avenue for collaboration, to achieve the aforesaid objectives. The shared learning agenda substantially reduced costs in drawing on international consultancy services which was not only useful for small and medium oil enterprises but also the large enterprises. Take for instance, the case of the international seminar on 'Deregulation and Restructuring of Markets: Lessons for India,' by Cambridge Research Associates (CERA) Boston, USA. The transition from a government-regulated administered price-based regime to one that is governed by markets presented a complex challenge. In order to learn how other economies, namely, USA, Japan, Thailand, and Europe had dealt with this challenge, NPMP invited CERA to design and present a seminar by adopting a long-term scenariodriven forcasting process to project position of several outcomes. The fees of CERA were extremely prohibitive. It became possible to invite them only when they were equally shared by all the oil and gas companies.
Building the change into the enterprises was the next step. Any change effort suggests that the internal environment must adapt to the challenges that the external environment brings in. What became increasingly clear was that change is not easy and it cannot be mandated. Change has no constituency -people often prefer status quo. Therefore, one has to be prepared for massive resistance. It may take many months of back-breaking effort to make people understand and accept the benefits that a new order can bring in. It has been observed that change management with the best of intentions, often overlooks the immense value the past holds in our emotions as much as in our attitudes, and the safety we seek in "all too familiar" policies, practices, and procedures.
Coping with change, then required a special allowance for "the dead time" -an inescapable partner of any sort of change -to work through the pain and perplexity one experiences in leaving "the known territory in search of the unknown," time to recuperate and overcome the yearning for the past. This period of transition could well turn into a period of creativity if enterprises adopt a strategy of flexible rules, resilient budgets, provisional authority, and preferred judgment. The passion for change has to be tempered with compassion for those affected by the process of change, who may need counseling, training, and encouragement so that they can participate in the adventure the restructuring process offers.
It may not be entirely incorrect to say that the International Seminar on Petroleum Industry Restructuring in 1995 and the three follow-up programmes on Management of Change in quick succession became a springboard to launch the restructuring exercise in several enterprises to support the change process. For instance, ONGC engaged McKinsey consultants; BPCL engaged Arthur D Little; and HPCL engaged Arthur Anderson to initiate restructuring exercise at the enterprise level in order to maintain and enhance competitive advantage.
KEY CHALLENGES IN TRANSLATING CHANGE
Even though the decision for collaboration was taken, there was a subtle resistance from the major players to sit on a common platform with smaller players in sharing of knowledge. From their perspective, what was there to learn from smaller companies? After all, they were all profit-making companies. Why should they share valuable knowledge that would erode their competitive advantage? How would the newly created network solve problems inherent in knowledge sharing such as undesirable spillover to competitors or those of "free riders," who enjoy the benefits without contributing to its maintenance?
The key challenge was to motivate members to participate on a joint cost-sharing basis. This was done by the then Secretary, MOP&NG and Chairman of General Council by "taking ownership of the change and continuously building commitment and alignment to the vision." He made it a point to be available either for inauguration of the seminars organized under the aegis of NPMP or attend important presentations himself thereby sending a clear message that there was an urgent learning agenda catching up and that the new knowledge practices are important for introducing change. Needless to say, senior executives would not build relationships or collaborate if they sensed that leadership did not support this behaviour, regardless of how good the programme was. The perception that MOP&NG, Government of India, was providing institutional support, particularly in the initial phase, went a long way, in enrolling state oil and gas companies when they were hesitant about the benefits the membership would bring them. The government backing also imposed its own financial discipline with the need to have a clear legal framework, two-tier executive governance structures, annual plans, and accountability. Any network, therefore, would do well to acquire "critical mass" of relevant stakeholders at all levels of the value chain before it is likely to be successful. Unless enough of the key stakeholders are involved in actually affecting the change, the network is unlikely to take off.
Another way by which we tried to keep all our member organizations interested -whether small or big in size, or regardless of their importance in the value chainwas by addressing their needs and developing agenda around those needs in a variety of ways. We ensured that every member organization had something to take away. To that end, NPMP organized once, every two years, NPMP Stakeholders Action Planning Workshop, to develop a common agenda for its member companies together with the invited participation from the Ministry of Petroleum & Natural Gas. In that workshop, effort was made to ensure that the needs of smaller member companies were never allowed to be submerged into the needs and priorities of bigger companies. For instance, when one or two member companies wanted to learn from the experience of oil majors who had already implemented Enterprise Resource Planning (ERP), a knowledge fair was organized on the theme, "Transformation through ERP: Challenges in Implementation," which was very well received .
The second challenge was in dealing with self-interested member organizations. Although any knowledge-sharing network is formed for the stated objective of collaboration across a common goal or objective, it is quite possible that among its members there would be selfinterested organizations that enjoy the benefits without contributing much to its maintenance or even sustenance. The case in point was a private sector company which willingly joined the network for a brief period of two to three years, acquired the desired knowledge or whatever benefit they were then seeking, and made an exit without even making contribution to the annual subscription of that particular year. This was despite the fact that well-defined rules of membership were already in place.
The third key challenge was in building upon and dissemination of new knowledge. NPMP had succeeded in creating a learning climate within the industry but how could it create highways that would facilitate the knowledge flow to and fro and how could it prevent its carefully designed and meticulously delivered interventions from being mere "talking shops"? This was when we decided to bring out publications of the excellent presentations made in every international seminar in the form of monographs. They were generously distributed among the member companies. Subsequently, we also discovered a small and growing market for these monographs, all published by Tata McGraw Hill, outside the industry.
While this experiment succeeded, another failed. NPMP had commissioned two inter-corporate research studies in response to the industry needs. One of them was "Documenting Innovations from Multiple Perspectives," by the Indian Institute of Mangement, Bangalore (IIMB). It was a detailed study with interviews of innovators and the multi-functional teams at locations across the country. Despite excellent design and useful findings, that report did not find many industry takers other than the member companies that were associated with the study.
Yet the paradox was such that the workshop organized to share key findings of the same study on Innovation by IIMB, followed by the Director's Roundtable organized for the same purpose elicited a huge response. This shared experience provided an opportunity to learn from different perspectives by opening new lines of inquiry and exploration. It provided a space for structured reflection. In restospect, both the aforesaid events generated great diversity that was beneficial for innovation.
The fourth key challenge has to do with my own role as a custodian of the Network. I experienced a unique predicament while translating change. While I was not the one driving or designing the change, I was the one responsible for implementing it through the network. What I typically observed were the processes (Musselwhite, 2000) that people experienced when the change was announced. Stage 1 was marked by cognitive denial when people did not believe that change was really happening. For instance, the refrain during 1998 and 1999 was that "the industry restructuring may not happen; market-driven pricing mechanism will not prevail; deregulation is a distant dream." There the leader's role was to continuously state and acknowledge that the change had indeed taken place. To deal with the stage, more and more information was provided through the NPMP programmes or by showcasing international experience through the international seminars. Stage 2 was the one in which the leadership provided support by acknowledging the feelings of uncertainty and apprehension about the future, expressed through open forums of the programmes with patience, so that they could be expressed fully. In Stage 3, opportunities were provided for rewarding positive behaviour through the scheme of NPMP Awards for excellence which was set up to promote healthy competitiveness and facilitate lifelong learning within the industry. Stage 4 saw the actual implementation of change when people were actually jumping into the new change. As a sequel to the International Seminar on the theme, "Deregulation of Oil and Gas Markets: Lessons for India," a Roundtable was organized in 2000 on the theme, "Deregulation and Roadmap to Action: Burning Questions," in order to take stock of various aspects and concerns to be addressed before complete deregulation due in April 2002. It also delineated the course to be charted by the policy makers as well as the industry leaders. By that time, it was clear that the uncertainty about whether or not change would take place was over. It was replaced by certain burning questions. The Roundtable threw up a number of important issues. Three themes were identified on which Industry Task Forces were constituted as given below:
• Task Force 1: Improving the bidding system for upstream sector and implementation of production sharing contract
• Task Clearly by then not only the inevitability of change was accepted by one and all, but there was also readiness to positively deal with it.
FULFILMENT OF OBJECTIVES
The fact is that collaboration as a strategy cannot continue forever. It has its limits. Having fulfilled its objectives for which NPMP was set up during pre-deregulation era and considering the fact that most of the oil and gas enterprises had in the meantime, attained Navaratna or Miniratna status, a review was done. It was decided to amalgamate NPMP with existing agencies in the industry. A Select Committee was set up to wind up the running network. Once again, it was as challenging an assignment as was the start-up.
My experience suggests that while a start-up requires certain specific competencies such as the ability for building consensus, collaboration across companies, setting up administrative and financial systems, structures, procedures, scouting for locations, getting manpower on deputation-in short, an entrepreneurial approach. Closing an industry network also requires a specific but different kind of skill set.
A great deal of prudence was exercised in transferring huge public funds to nominated beneficiaries, completing audit and tax formalities, settlement of all claims and liabilities, compliance with the provisions of Societies Registration Act, repatriating employees to parent companies, observing legal and procedural formalities, in short, timely problem-solving with an inclusive style since the closure had to be done within the given time.
To that end, physical and financial assets (multiplied from Rs. 5 crore to 8 crore plus) were transferred to the Petroleum Conservation Research Association, the PetroTech Society was mandated to continue with the NPMP programmes, and the Award Scheme was handed over to the Petroleum Federation for review and renewal. A classic case of what Joseph Schumpeter would have called as "creative destruction," in order to create and add greater value to the industry.
IMPLICATIONS FOR HR
In the final analysis, what is the role of HR professionals in setting up and running of the network? The HR implications are multiple.
As demonstrated by this case, networks have a critical role to play in generating and building new strategic knowledge in the process of change. It is important to recognize that change is indeed a part of corporate life regardless of sectoral difference. Change is constant and inevitable and to some, it brings an overwhelming discomfort. To that end, the challenge for HR professionals is to manage continuity in the midst of change.
HR specialists would do well to track where the organization is going and determine how capabilities will change or what kind of new capabilities will be required and to facilitate its development. HR professionals will need to improve their capabilities and enhance their reputation with line managers, demand superior performance from their team, and do work that produces measurable results.
During and after corporate restructuring, it is important to assess the leadership skills of senior managers and secure the right people for the right positions.
The HR professionals must build resilience in the people they work with to help them thrive in times of change. Resiliency is the ability to quickly recover from change by looking at a broader perspective. In such a situation, a supportive network of professionals can greatly help in becoming comfortable with change. Developing resiliency requires that one pays attention to the complexities of one's experiences, express one's emotions, and be willing to learn from disappointments as well as triumphs. As change agents, HR must remember to temper passion for change with compassion for those affected by change.
Finally, HR professionals could perform a meaningful role as a catalyst for change. For that to happen, they need to understand the key levers of business they are in, the evolving strategic role of HR function, and the sequence of change initiatives in order to prepare the organization for any eventuality.
